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Facilitate 

transitive verb fa·cil·i·tate \fə-ˈsi-lə-ˌtāt\  

 
Definition of facilitate 
To make (something) easier; to help cause (something) 

To help (something) run more smoothly and effectively 

To help bring something about  

 

 
Definitions from Merriam-Webster Dictionary 
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What is a Practice Facilitator? 

• A specially trained individual who 
assists primary care teams in 
research and quality 
improvement projects 

• Different from consultants due to 
specialized training, broad scope 
of practice, and long-term 
relationship with an organization, 
providers, and patients 

 

 

 
Source: Institute for Healthcare Improvement’s (IHI’s) Triple Aim 
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What is Practice Facilitation? 

• An approach that focuses on 
building organizational capacity 
for continuous improvement in 
order to improve primary care 
practices 

• It aims to improve quality, access, 
and financial viability at the 
practice level 

• Also known as quality 
improvement coaching 
 

 
Source: Knox, 2010 

Continuous 
Improvement 
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What is Practice Facilitation? 

Practice facilitation is built on 
a strong and sustained 
relationship with the practice 
and all of its team members,  
in which the facilitator 
becomes a trusted and 
reliable ally and resource.  
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Practice Facilitators Serve as QI Resource 

• Establish and maintain 

knowledge of PCMH 

standards for practice 

transformation 

• Establish and maintain 

Quality Improvement (QI) 

knowledge and skills needed 

for practice transformation: 
– Model for Improvement  

(PDSA Cycles) 
– Process Flow Mapping 
– Change Management Strategies 

Quality 
Improvement 
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Model for 
Improvement 

Process Flow 
Mapping 

Change 
Management 

Strategies 



Practice Facilitators as QI Resource (continued) 

 

• Facilitate self-assessment and 
development of a work plan 

• Monitor work plan 
implementation 

• Assess and appropriately 
intervene in practice improvement 
barriers and team and leadership 
structures 

• Guide team in choice and use of 
QI knowledge, methods, and tools 
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Practice Facilitators Communicate 
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COMMUNICATION 

• Develop trust and rapport 
with team 
 

• Gather, assess, and 
synthesize perspectives to 
support improvement work 
 

• Act as nonjudgmental 
sounding board 

 
 

• Facilitate team learning 
through dialogue  

• Develop shared 
understandings and goals 

• Communicate field 
feedback to SHIP medical 
home team leads and 
contractor for program 
improvement 



Practice Facilitators Facilitate 

• Apply interventions to bring 
about desired change 

• Observe team process 

• Model and support key 
individuals to increase team 
performance 

• Support active problem solving 
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• Maintain role of external coach 

• Facilitate rather than participate in team work  

• Act as task master when appropriate by setting agendas 
and timelines 



Practice Facilitators Educate 

• Offer and clarify information to facilitate team’s 
ability to implement improvements 
 

• Use a variety of adult learning approaches 
 

• Build skills and knowledge base  
 

• Model expectations of team for disciplined 
application of QI content and methods  
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Practice Facilitators Manage Change 

• Recognize and anticipate sources of resistance to change 
 

• Effectively manage one’s emotions in face of resistance 
 

• Guide team to understand and overcome resistance to change 
 

• Report to supervisor on progress 
 

• Elicit support for difficulties beyond one’s authority 
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Four Dimensions Across Which Interventions  
Using Practice Facilitators Vary 

 

Simple Intervention Complex 

Months Duration Years 

Proscriptive Approach Practice-driven 

Distance Method On-site 

Source: Safety Net Medical Home Initiative 
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Comparing Practice Facilitation to Other Roles 

Practice facilitation is both similar to 
and different from: 

• Supporting patient self-
management 

• Coaching a sport 

• Professional coaching 

• Mentoring 

• Supporting 

• Counseling 
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Does Practice Facilitation Work? 

Research indicates that practice 
facilitation supports positive outcomes 
in practice transformation.  

 
 
 
References 

1. Facilitating Improvement in Primary Care: The Promise of Practice Coaching; 
Grumbach et al, Jun 2012 

2. Systematic Review and Meta-Analysis of Practice Facilitation Within Primary Care 
Settings; Baskerville et al, Oct 2012 
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Variables in Practice Facilitation Research 

• “Dose” and intensity of  
the intervention 

• Generalist vs. specialist 

• Practice readiness for change 

• Training and qualifications 

• Models used 

• Number of practices per facilitator 

• Tailoring interventions to practices 
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Types of Facilitation  

Motivational Coaching 

• Addresses effort group members 
collectively put into task 

• Enhances conviction and 
confidence of members 

• Works through encouragement, 
assurance, permission, and 
nudges 
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Types of Facilitation (continued) 

Educational Coaching 

• Addresses knowledge and 
skills that members bring to 
group work 
 

• Involves information 
sharing, skills training, and 
role feedback 

Consultative Coaching 

• Fosters use of appropriate 
performance strategies 
related to task 
 

• Includes rapid responses to 
needs and requests 
 

• Involves interactive problem 
solving and suggestions for 
change concepts or resources  

 
Source: Wageman and Hackman 
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Ingredients for a Productive Site Visit 

• Have an agenda with explicit objectives 
and PCMH-related content 

• Give overview of expected activities  

• Begin with something positive 

• Follow the plan but allow for flexibility  

• Include an activity or exercise 

• Record information 

• Agree upon next steps for both parties 

• Recap the visit and ask for feedback 

• End on positive note 
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Examples of Meeting Content 

• Join an improvement team meeting 

• Work with individuals on using a new tool 

• Meet with leadership 

• Observe a huddle and provide feedback 

• Review documents for PCMH recognition/certification 

• Conduct chart audits 

• Review practice data  

• Help craft PDSA cycles or interpret their results  
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After the Visit 

• Write a summary of the visit 
for yourself 
 

• Send a brief and encouraging 
“thank you” message 
 

• Follow through on any 
promised tasks 
 

• Begin plan and 
communication for next visit 
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Practice Facilitator Competencies 

• Interpersonal skills to 
facilitate change 
 

• Methods for accessing and 
using data to drive change 
 

• QI and change management 
strategies 
 

• Capacity to optimize Health 
Information Technology 
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Practice Facilitator Competencies 

Each of you will travel a different path through the three 
years duration of the project.  

 

Your path will depend on your starting point and the 
starting points of the practices and medical 

neighborhoods in your region. 

22 



Planning a Day in the Life of an Idaho PCMH Practice Facilitator 

Holidays 

Schedule of Coaching Calls/Site Visits 

Regional Collaborative Meetings 

Affinity Group Activities 

Other Assignments 

Vacation 

Quarterly QA/QIS calls 

Healthy Connections Activities 

Quarterly QA/QIS Calls 

Practice Webinar 
Schedule 

Connection to Other 
QA/QIS 

Unexpected 
Occurrences 

Data collection plans 
and schedules 

Personal Professional 
Development Plan 
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Other SHIP Activities 

Other Assignments 
Fall Learning 

Session 

Practice 
Improvement 

Plans 

Schedule of Coaching Calls 

Other SHIP activites and tasks 

Holidays Practice 2 improvement plan 

Schedule of coaching calls/site visits Health Home activites 

Regional collaborative meetings Affinity group activities 

Practice webinar schedule 

Other assignments Practice 4 improvement plan 

Practice 1 improvement plan Vacation Quarterly QA/QIS calls 

Healthy Connections activities 

Practice 6 improvement plan 

Practice 7 improvement plan 

Fall Learning 
Session 

Practice 5improvement plan 

Connection to other QA/QIS Data collection plans and schedules 

Practice 3 improvement plan 

Practice 8 improvement plan 

Personal professional development plan 

Unexpected occurrances 
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